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ABSTRACT : #

A PROJECT MANAGEMENT APPROACH TO < -
INSTRUCTIONAL PROGRAM IMPLEMENTATION
g
* Prepared by

Rodney J, Ball ' .
- C. Peter Cummings

s

In order to improve instruction in our schools, educators are

frequently tur'ning' tB thé mariy new instructional programs that are
heing ddeveloped today. The implementation of these new programs is,
however, a difficult effort that can benefit from being directed from

a project management approach. This document 3etai15 the applicat'ion

EEY

of 'the project management process to the management of an instruc-

tignal program implementation ¢ ffort. This document when used with
‘ C
the implementation manuals that accompany new instructional programs
> T ° -
provides a school district with the knowledge necessary to success-

o

fully implement a new instructional program.
. N , L
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I. Introduction
Purppse
The improvement of instruct’ic;n in our schools is a most impoy;:ant con-
cem’ of all educators. In orderto improve instruction, educator's .are fre-
quently turning to the many new instmc'tional programs that are being
developed to;lai)'r. Also, teachers and other professio;lal gducators have many
of their own ideas for modifying and improving the instructional programs

they currently operate. But, as all those familiar with school administra- -

tion"and pupil instruction know, the implementation of these new programs or

v -

modificati’ons to existing programs is a difficult task.

This document represents. an application of the project management pro-
cess to the management of instructic.al program implementation. The imple-
mentation manuals that accompany new instructional progran;s (such as the
Administrative Training Program used with IPI programs) pforvicle the detailed -
fnst_:‘ruciions 'and/oF recommendations for performing many of the tasks identi-
‘fiecl in th'is dogmnent. Thus, this clocu;nent and the implementation manual
accémnpan)ring a program provide a school district with the knowledge necessary

4 .

to sucéessfully implement a new instructional program. . S

s+
.

N

Content Qverview *_3
This .clolcment consists of four sectipns: Introduction,, Overviewg{ .
the Pfoject Management Process, Management of an Implementation Pro‘ject; and
Conclusion. The.Introdmtio‘n describes the purpose of the docunent; and
-gzives an ove’r.view of the content. "

‘+  The overview of the Project Managemerit Process section defines the con-

" cept of project and describes the basic activities involved in the phases of

the project management process. This section introduces the structure to




be used for presenting most of the content of Ehe document .
L The Management’of ah Inplmwntatié% Project section defines the concept
of an implementation project and discusses all of the activities involved in
each of the four phases of an implementation proj ect. Numerous exmnpl.es are
included in the discussion.” . . L. ‘ '
The Conclusion brir'efl-)‘r sﬁmna;'piz_es? the content of lthe document and sug-

gests where one-might go to obtain additional information or assistance re-

garding thé management of an implementation project. -

m
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i //;’;nally, the project goal is achieved within a specified cost limit.

H . b
II. Overview of the Project Management Process -

Y]

The Project

A project is a complex, gaal;oriented activity which has a finite life

span, a cost limit and some uncertainty abc;ut the method of accomplishing "

its goal. Goal-oriented means that the activity is aimed toward some identi-

fiable end-product or capability. It is characteristic of project activity
.y : \ T L
that this end-product or capability be defined or specified in sufficieft

detail (as performance spetifications)that the outcome, and a means for eval-

uating the outcome, are readily apparent to the individuals involved in the

. _project and to individuals monitoring, auditing and evaluating the project.

Uncertainty-is-amajor chatacteristic Of projects because they are usually

»r

a unique, or once-through, kind of effort, and often there is uncertainty
about how the goal will be accamplished. " The amount of uncertainty varies
" from .pro;j.eq’t ~tc; project, depending upon such factors as the uniqueness of
.the effort and the inherent complexity of the overall project task.. - Staff
ine.?cperience also results in considerable uncertail?ty. .

Although there is some uncertainty with regard to)gaAhe project will

e B
proceed, there is little uncertainty regarding when it will beg®&mnd end. =~ = -~ °
B /_,_/ . . ‘
"+ A project has Specifief}j;anfaﬁ completion dates. It has a fiu';te 1life .

span and, ﬁonseﬁﬁéﬁ:lx , can be thought of as a ter?q:oorary effort.

Project efforts involve the use of resources such as tnnea people %acili-
ties, materials, equipment and services. These resources arg usually trans-
lated into dollar amounts in a budget document which specifies.the prcject

cost limit that 1s not to be exceeded.

In summary, a project has a specified goal to develop an end-product or
" _capability, performance specifications, some uncertainty about how the goal

is to be achieved, .start and completion dates and a cost limit.

10




I B The.Project Management ‘Process

- ¢ \ .

The proje't;t mahagemnt procéss consists of planning, f)r;eparation, oper-
ations 'amlif.emﬁnation phases of a project. These phases are illustrated in
Figure #1.

The project planning phase in¢ludes setting goals for the project; speci-

“fying the work to be done by presenting a descriptive flow of the tasks; deier-

mining time schedule, cost and manpower needs; and preparing a budget.

The preparation phase involves obtairing and 6rganizing' per.;:.onnel, equip-

lﬁent, materials, facilities and infbmafion, so that the project can be
/‘ -

initiated and operated as plamned. -
d ope P //

- The mWncemed with the actual conduct or operation
of the 391 7" Regardless of the’-/best plamning efforts, actual operations
Tiot always go as planned. The projeé]: director must have a system or pro-
cedure for knoz:'ing at all times the status of the project so that problem
areas can be iclen’tifit;,cl and corrective actions taken. Problem analysis and
corrective actions are primary niarxagelner{t ac;ti\}ities dilf.ing' the operations

-y

phase of a project. . )
Finally, the té@'matiqn phase includes those activities or efforts
dealing with the ending of the project. Sug activities i:nc}ude reporting
~ about the project and trapsferring personnel,-'rec‘ords and’ eauipment. This
phase may focus- upon stopping a project din progress, ending a iaroj ect when
its goals have beeE;xachieved, or .integrating ‘the project activities into an
on-going -institutit;ﬁab pﬁgrm upon completion of the project. 'Ifl.: the last
‘case the end-product'of fhe project is an on-going p_rograr;l“(_a new program or

a modification of a previously existing program).

o
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s ITI. Management of an Impleme:ntanon ProJect\_ \
Implementation Project - e
An effort to implement a new instructional program satisfies jthe deTin-.. ’-\' «
f ition of a project. It is ,' lex a'ncl has a goal, {inite life span, cost
:|.m1t and some mcertamty/about the methocl of acccmphshmg its goal. Lfforts ‘v N
to Jmplement ‘new 1nstruct10na1 programs frequently mvolve staff ag _variéus
. levels (admm15trators, supernsors teachers, cqunselors and aides) from v -
Py ' Several school bullclmgs and offices, each perf:;sl\g a vanety of project ™
N '_ . tasks, » Such effarts have as their goal the mplementanon of new instruc- ,
¢ *'» tiopal paterials and procedures into an existing school program. This imple- =~
' . ' ' s )

pentati‘éff is accon;plis}éd within a finite i::eriod of _ﬁfime,"xoften one or “fho
yegrs, afd within the botnds set by a fixed amount/of money that has been
) t;udgete';l for the.effort. Since the 1nstruct1ona1 mater:.als and procedurea .
a:re usually qulte new to- the staf{ a cons1derab1e amount of meertamty : ) 2.
exists regardmg how the transition from the olcl way #0 ‘the new wa)* ‘will be

accomphshed and how successful the pew program w111 bi, once :11: is- '& lems'ﬁtg.l

' An effort to mplements a newr instructianal prpgram, or a major 1]15th1»

- uonal érogram mdlfmatwn, w111 be re‘ferred to as a.n mstrucnonal program

-

mlementauon project or smply as an @lementauon pmJect in this Su;!ple-

L]

ment. "fhe management -of an upleméi'ltanm project is similar to the

ment of any pI‘O]eCt and, consequen ly, follows the same four phases of the
p

termination. . . e

‘There- are dis;tillw}’ advanfaéelsf:?fviéwiné -t?'lé .irrq)leme;ntéf*lon ‘;3[ :'J\ric'.\.r~
instructional program as\a project and employin,g skflls and techniques of SN
pro;;ect management in accomphshmg the* ufiplementanon First, such a

LY i,

newpomt focuses attengion on the careful and thorough plarmmg_ that xs

. . . + . .
N . . ., L 3




o

£2) . the. cleta11ed definition of obpectwes and proceclures is the basis [n:nL de- .

!" of pupils under ‘the new program can begip. All these activities, $uch as

. "tial problems that may arise in the operation of the 1mp1ementat1on project. ~ oot

necessary for successful impldnentation. Goals and objectives are carefully

defined, plans w]uch detail the time sequence for the various activities ave
1

v made, and resource ut1112at10n 15 planned, . This careful planning, mc;ludmb

i

( - \"I 1 . . o
‘ g
Second, the project management approach focuses attention on the many

'signing good evaluation plans.

« .
preparation activities that must be performed before the actual instruction

é‘taf} tx‘:’aining and the ordering’ of materials and equipnen? should be sii)eci-
fied and performed accorclmg to a schedule in order to msure that the new

prog'ram begih as planned

Third, atte_ntion is focused on the mnitoring of the impléméntation
effort from the planning phase thfGugh the termination phase. The project .
- P ) . O f
management process permns an exanunatlon of the clev1ation of operatmns @ C;

o .

frem ‘the plan, ancl thereby makes it p0551b1e to more read-lly 1clent1fy poten-

&
~ ¢ - Finally, atteation is focused on the activities necessary for the trans- .

% A

ition of tﬁe new program mte the regular on-going 1nstmgt10nal program of

thémsc'hobl Th:ts trans1t10h p;:gprs when the goals »of the implementation effort

have bee*l met, For example, 1f a new program is mtroduced in the begmnmg

. of a school year, then by Miy or June the implementation project goalb%ay

&
At this time the concern is often plannmg for next year 'l‘his
R

plamung! houever, is usually not of the magmtude or complexity that it was

* be met,
for the f1rst year Also, there is far less uncertamty regarding the acti-

vities to be plannecl and performed Thus, dv new‘program is no longer a

requiring only periodic

/ t . . " . . . .
S

pro_gect,‘b,ut 1s part/ of the regular school program,

/ . 14

modific‘ation.

! £

/

=




The sections which follow discuss in detail all of the -important activ-
ities involved.in the operation aml management of un inq)lemerﬁ:ation project.
These acti;rities awe“grouped under the four phases of the project management
process described above. This grouping oft activities is illustrated in
Figure #2. 1In order to help clarify these activities, frequent use of ex-
amples is made These examples are based upon-.3 project designed to imple-
ment an Ind1v1dual}f‘Prescr1bed Instruction (IPI) Reading Program deveIOpecf
by.Researc; for Better Schools Inc. (RBS) into a local school district.

‘Y N . . : oL e
" » Planning Implementation

The planmng of an mplement,anon project can be viewed as cons1st1ng
of two types of planning. Prior to the actual detailed planning of an im-
plementation project, there are activities which might be called "pre-planning'’.

.o

Typical pre-planﬁing activies are: (1) visitations to other school districts
L] . " )
that have,” or are currently, implementing the desired program; (2) interaction

with the deveIOpe’i- of the program; (3) development of a 'mini”-plan; and °

(4) the appointment of a project manager. These activities are discussed below.
' Before a final decision is made to implement a new instmctio;lal program,
it is’ usualt\ly necessary to obtain detailed information about the program and

its implementation. This information is usually presented in the fom of a
v @

! "mini''~-plan to the decision-makers of the district (the superintendent and/or
. school board) for their approval, . .

This information is tisually obtainable through visits to school districts
ﬁ\

where the new program is currently operating as a regular part of a school’s

_instructional program or is in the process of being implemented. Further in-

formation is also usually available through the developers of the program o,
# : .
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PLANNING PHASE
ACTIVITIES

PREPARATION PHASE
ACTIVITIES

OPERATIONS PHASE
ACTIVITIES

TERMINATION PHASE "
ACTIVITIES

i

1.
2.

3.

a.

5.

Project definition

Work flow develop-
nent

t

Time estimation

and scheduling

Resource estima-
ti?n ard scheduling

Cost estimation
and budgeting

Obtain staff

Train staff

Oriept persons
nofdirectly . in-
volved

Obtain, distribute’
and install mate-
rials amnd equip-
ment

Arrange for the
use of facilities
Develop evaluatmn
plan

Obtain or clevelop
measurement instru-
ments

Develop an informa-
tion system

—
1. Orient pupildi

2. Imstruct pupils
under the new
_ ..program

I}isseminate
information

Modify program
content and/or
proc edures

Administer meas-
urement instru-
ments

Score and analyze

evaluation data

Synthesize data
ard report re-
sults.

Inform project
personnel

Prepare the final
report

Retain important record
and documents ¢
Write the project
history.

Plan for next year.
|

- Activities of the Four Phases of the Project Management Process for an Instructional . Pr ogram

Implenenta tion Project

L

*




their‘ field orrganization. For example, prior to implementing TPl Reading,
it is custo'maljy for school administrators and sélected teachers to visit
other school districts that are currently operating the program. In these
districts the a_ctua-.“l Operatioln ?f the program can be obs;rved. In i;dditim,.
much additional information can be obtained by talking with the persomnel-
who are operating the program. Also, RBS has a ‘veiry capable Network Training/
Implementation Component that provides™schools with valuable information about
specific IPI programs apd their implementation. Once a district decides to
implement an IPI program, the personnel of the Network Training/Implementation
éonpcment provide perioéic consultative services,

The information obtained by school visitations and consultation with-
the progran developers is’sumarized in a mini-plan. This mini-plan should
‘p;‘esent the following information to the district's decision-makers.

o the purpose and goal of the proposed implementation project.

o : the major tasks or missions of the project.

o

the benefits of the pmérmn for the pupils.

o

the persounel and physical resources required.

o the expected cost of the project. )

Once the proposed implementation projec:t % apved, a project manager
should be cho.sen. A pfdject’mnagér is critical to the success of any pro-
ject. The logical choice for project manager is someone who has ‘1;een in-
volved in the pre-planning activities, and is, consequently, quite familizllr
with-the program which he will begin planning and preparing for. Often -

this person is.a curriculum coordinator in the district. _ Since the project

manager does much of the detailed project planning, he should be selected soon

after the decision to implement the new program has been made.’ Followin'g-his

27 o




activities in the sections which follow.

11.

selection the implementation project moves into the first phase of the pro- '
ject management process -- the planning phase. ‘

'The activities involved in the project planning phase are: (1) project
defm1t1on, (2] work flow development, {3) time estimation and scheduling,
(4) resource estl.matmn and scheduling, and (5) cost estimation apd budgeting.

The planning of an mplementamn project will be presented in tems of these

Project Definition |
! :
" Project definition-‘is concerned with‘the.written Specification of the

. prOJect goal, missions ‘(maJor tasks] » tasks and subtasks, and their arrange-

ment into a h1erarchy I'i‘he eutput of this step 1is the speeification of all
the tasks that ‘hlust_‘be performed in order to implement the new instructional
program. The hierazféhy of goals, missions and tasks' is referred to as ihe :
work breakdown st‘ructure (WBS). The WBS is usually developed by the pro;ect

ager with help from those who eventually will work on the prq;;ect. I'hc

sn',xpermtendent and/or other central off1ce admmstrators and prmcmah cun

be of help in reviewing the ‘document.

A sample work breakdown structire for ths implementation of a new in-
structional pr:ogram is presented {in Fi_gure #3..* The typical missions in #n
implementation project are: (1) to stsff, train and ofien;, (2) to obtain%

distribute, and install maferials, equipment and facilities, (3) to operate

. the new pm‘éram, and (:4] te evaluate the new gmgr"am.

, - /

T ' //
- *IE you are not familiar with work bréakdown structures, Figure #3 may

appear at first to be a bit confusing. The creation of work breakdown struc-

tures is detailed in Project Management Basic Principles developed by the

Administering for Change ng'ram of Research for Better Schools, Imc.,

1700 Market Street Philadelphia, Pa. 19103. The project manager of an

implementation pro;ect should be familiar with them.

ﬁ,' ' . "y,
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’ “Obtain or Pevelop Measure- {Thin section is detemaned by 4.2
. Evaligte New ment Instruments 4.2 the mature ot the prag ) . ‘
A Program : . - . i
. Adninister Measurcment {(Thas section g+ delegmusd by 40 -
Instnmcnts 4.3 the satnrr of the Tostiummnts v '
. ' seleited) H
Score mixl Analyze Data (This section os detenmisl by 2.4
. 4.4 U nmati e of the pnstomaiis .
. scleetal) :
.
. 0.0 | Synthesize aid Report "1 (This section wteracty with 4,54
: Results 4.5 Section 3.3). .
* These mambers could be usod as account mmbers in the project-referenced tadpet.
Figeee £3 -Sample Kord frcnddom Stowctuie for an Instronctiom? Progrm
o ﬁlp]tm;:_ua'tim I‘roject v "
I : . 4 ¢
9. .
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Staff, Train and Orient. -- The first mission in an implementation project,

staf{, train and orient, consists of the following tasks: (1) select and/or
" hire both teéching and support staff, (2) train the staff in the methodology
or proce@ureg of the new program, and (3) orient pefsons who&are not directly
involved in the program activities.

.- These are important activities. The quai;;}m;hd training of the project
staff will have an overriding effect upon the success of the project. The
approval bf those outside the project wjif determine the level of effort
negded to implement the end-product. In practice the éroject staff should
include persons who were resﬁbnsible for selecting the‘instfhctional imova-
tion that the pro;ect w111 1mplement. Such part1c1pat1om asstires both project
staff support of ;- and 1nyolvament in, the implementation process, and the
success of the new progranm, .

It may also’ﬁépnéceSSary to hire additional professional and/or support
stéff for the new progr;m. For examplé, in implementing IPI Réading, it is
customary to have an aide for each classroom, If the school does not cur-
rentiy use aides in thé@r instructional progfam aides will have to be hired
' well in advance of the da@e scheduled' for the start of the new classes. . The
kf1rst step in hiring a1des would be to specify their role and how many Wlll

be-needed Then, descriptions which detail the respons1b1l1t1es of the job
and the training and experience expected of applicants, can be written for
the role, ! ' |

Although the selection and/on,hiring of staff iséﬁh@-responsibility of

the project manager, certain central office persomnel and schoollpripclpals
can psogide valuable assistance in this task.

Once the staff members for the new program have been obtained: they '

must be trained. This training (1.2 on Figure #3) involves learning the

~»

™

-
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procedurés of the program and any new skills that may be required:in the
varigus positions. For example, when implementing IPI*Reading into a school
building, it is required that the principal be trained’first. The prins:ipal
then directs the training of.the teachers anfl aides in leaming.procedures‘

{such-as how and when to administer and score the various tests in.the program)

and skills (such as being able to write correct preécriptions for individual
pupils; based upon .their test I"esults] required for the prograin. a
In addition to trainirg staff members directly involved in’ the -implé-

mentation of a new program, it is necessary that others not directly involved
be oriented to the program. Persens to include in this orientation might be
other teachers in the building or district, parents of pupils in the program
E;.nd other interested community members. ' If, for example, the new program is
being ,inqaleu}ented in grades 1-6,’ then the seventh_grade te;chers #ould cer- .
tainly be expected to be interésted in knowing what the pupils are learning.
Niien implementing IPI Reading, i,t is logical to expect parents to wonder p}hy

their children are not getting letter grades on their report cards anymore

and to ask what it is their children are learning.

Obtair, Distribute and Install Materials, Equipment and Facilities. -- 'the
second mission in an inplement‘ation “project is to obtain, distribute and in-
stall materials ,' equipment and facilities. This mission’cons'ists of these
tasks: (1) obtain materials and ;equipment'a.nd (2), arrange for the use of
facilitics. !

The task of obtaining materials and equipment can be divided into the
following four subtasks: (1) order materials and eduipment; (2) check and

inventory materials and equipment received; (3) distribute and arrange mater-

ials; and (4)install equipment., The ordering of materials and equipment is_

s ! : .

-
- ;:t"\‘,

-
3
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an important and sometimes confusing task. In addition to ordering the cor-

s

.rect 4mount or number-of materials, the appropriate types and combinations of -

DT

materials for the particular program planned.must be specified. In implénnentil}g'

IPI Primary Reading, for example, it -is. necessary to specify the appropriate

. lfrogranped _Reafdei-s, Tapebooks, Storybooks, and acgompanying Teacher's Manual.

Also, audio ?qu.ipment, such as tape players, must be purchased, if the school
distr%ct'cloes not already have such equipment on hund.

In ordering materials and equipment, the project manager will almost
certainly need the help of appropriate central office administrators and the
consultation of the developers of the new ;;rogram.

When the 'rl.l'aterials shipments are received, they should be checked for
correctness and damage _;md thén recc;;ded_on an inventory record. Next, the
materials need to be distributed to the !:hools ‘involved in the implementa-
tion. There ‘the materials are arranged for use by the pup11~, and staff and/
or stored. For example, in -unplemen;mg IPI Reading, tedcher aides usually
unpack the boxes of materials and arrange them on the shelves of the'IPI
Materials Cent:er. Shelving and file cabinets, in addition to what is already
in the schools, are usually needed for _se:tting up the Materials ‘Center.

Shipments of equipment should also be checked, inventoried, and distri-

buted to the appiopriate schools. Then the equipmént is installed in the

" locations where the new program will be operated.

The ordering, disfribﬁtion, and arrangement or installation of mater-
ials and equipment Peeds to be carefully. planned and scheduled well in advance,
so as npot to delay the start of instruction. \

The task of.arranging for the use of facilities can be divided into four
subtasks: (1) SpeC1f)’ the facilities requl.red, (2) reserve or schedule the

us’of requued existing facilities; (3) modify some existing facilities; and-

. . T, 0o
i ot
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- (4) construct new facilities. A given implementation project may involve

some or all of these subtésks.‘ " For ~e)cample, implementing IPI Reading/may
" involve the installation of adcfitional electrical outlets émcl extensions,
s0 that many st.udents may run tépe players simultaneously as they work throhgh
their "tapebooks". '
Although arranging for the use of fat;ilities is the resp‘o:sibility of .
the project manager, he will obviously i‘leed the assistance n:.af building prin-
cipais and certain central office administrators.

Operate New Program. -- The third mission in an implementation project is to

operate the néw program. This mission can be divided into the following task.;;:-
(1) orient the pupils to the procedures of the new program; (2) instruct :the

pupils under the new program; (3) disseminage’ information regarding the opera-

tion of the program; and (4].‘modi£y the program content aid/or procedures.
When pupil instruction under the new program begins, each pupil must

immediately be oriented to the procedures of the program and to the skills
that he will develop as he progresses through the program. For example, in

' inilzlementing IPI Reading, the pupil must learn where and how to obtain needéd.
materials and help. He may also learn to score his_ own work and identify |
specific reading difficulties tl}at he is experiencing.- Some of these things
will be learned in part during the first-weel; orientation period, while other
skills will nc;t be fully developed until the pupil has had more experience ~

with the program.

-

¥ :
. After the pupils have been oricnted to the program, actu:;l instruction i
(3.2 in Figure #3) under the new progran.l can begin. This instruction should,
of course, closely.follow the procedures detailecl‘in the program. In IPI
Reading, fc;r example, there are cleafly-specified roles for teacher, aide,.

and pupil. There are also detailed procedures to be followed when moving
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through the program. In particular, criteria and procedures for the selec-
tion and use of instructional materials by individual pupils are carefully
specified. Ensuring that instruction in the program is progressing as de-

signed is one of the important concemns of the manager of an implementation

project. This concern is discussed in some detail in the section of this

Supplementﬁ entitled "'Operating an Implement:;tion Project".
The ‘dissemination of information (3.3 in Figure #1) regarding a new
program is an important and often time-consuming task. During the imple- -

mentation, it can be expected that many individuals will want tc learn about

" the program and how it is "working out." “The superintendent’s office’ and

the schdol board should receive periodic reports: on the implementation.

" Parents and interested commmity members will want information ‘on the pro-

gram and its effects upon the children. Teachets and administrators, from
other school districts, upon hearing about the program, often will ask for
more information. Some may want to visit and see the program ''in gction."
In order to accommodate this expected demand for :mfomatmn, it is gd\usable
to plan for. the preparation of periodic internal progress reports dnd puphc
news releases and for visitations by, parents, -interested commnity members
and professional educators. The guperintendent and other administrators
will want to work with the&project manager in planning for clissemination

The content and/or pmcedures of a new program pac\age are often changed

0N

L.
or modified 1. meet the unique circumstances of a speaf:c school district

or school building. Many of thesé changes will occur toward the end of the

~

inplemntati?gn"project, when it is in a state of transition from a trial or
temporary program to an on-going, regular school program. This transition
is discugsed in some detail in the section of this supplement entitled 'Term-

inating an Implementation Project.”

J

LA )
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There are other changes, however, that. may need to be made during tI;e
_initial operation of tfme new prog’fam. With most any new prograﬁl, even though
it has been f'thoroughl)*' field tesjed, ‘unforeseen situ:;tions or problems will
arise; Maybe something has been overlooked in the development of the mater-
ials, or maybe some project staff members hﬂ:we'mis?interpreted some aspect of
the new program. This is to be expected. ';I'heref.c:re, the manager of an' imple-

mentation pliect must carefully mosiitor projei:t. activities and plan to conduct

“-‘.\_J ;

periodic meetings or problem-solving sessions to deal.with any difficulties
that do arise. For exampie, in inq)lanent'ing IPI Reading the school building
principal or freject manager is urgéd to conduct weekiy plaming sessions.
The purpose of the sessions is to provide teachers with feedback on program
implementation and an opportunity for contin'ued staff training in the complex
skills required by IPI. Sessions such as these offer a fruitful envirMnt - 2

P

for the resolution of problems m the implementation of any new program,

Evaluate New Program.: -- The Ifourth mission is an implementation proje;t is
to evaluate the new instructional program. The purl.;ose in evaluating a new
program is to provide both swma‘ltive infomation regarding the impact of the
program upon pupilhleamir}g and recommendations for the imprO\lrement of the _
program. If the p;og'ram has‘had a.negative effect upon pupil skill and atti-
tude development, then the &ecisioﬁ will probably be made to discontinue it .
or to make substantial mdific;tions. But, if the new pro’gram has had a -
positive effect upon the pupils, then a decision might be made to expand the
program to other. grade levels and/or school buildings within the district.
Regardless of how successful or unsuccessful a new program appears to
be, information is needed in the form of recommended cChanges that will re-

sult in an improved program. Such information is usually needed during the




. 9.

\spring and early suniner. so that the changes can be incorporated into the pro-
'-,grmn_plaps for the next school year or temm. In addition to year-e.nd evaluation,
1t is often advisable to prepare interim evaluation reports. In this lcay,
important changens can be made when they are needed, rather than waiting until
next. year. : .

. The evaluation of an implementatign project consists of the foilwing
tasks: (1) develop the evaluation ﬁian*; (2) obtain or develop measurement
instruments; (3) administer tﬁe measurement instruments; (4) score and analyze

the data; and (5) synthesize the data and report the results. The develop-

" ment of an evaluation plan involves: (1) specifying each program objegtivc
‘in temns of what co.nstitl.ites achievement of the objective and how that achieve-

e! ment will be measured; (2) determining what measurement instruments. will be

: used or developed; (3) scheduling the admm1stratlon ancl scoring of the in-
struments; (4) stating how the evaluation data wlll .be anal)_"zed, and {5) out-
lining how the data will be synthesized and reported. All of thege .evaluation
plaﬁning activities take place during -the plam"n‘ing phase of an implementation

. project. The actual obtaining or development gf measurement instruments takes

place in the prepazation phase. 'The administratic. and scoring of the instru-

n;ents, a/nalysis of data, ;and synthesis and reporting of results occurs in the

project operations phase. ‘ ,

The project manager will probably want to involve the district's research

and evaluation office in plmminé and conducting the evaluation of the imple-

mentation project. Qutside #valuation consultants may also be helpful.

#

The Administering.for Change Program of Research for Better Schools, Inc.
is currently developing a School Evaluation Kit which provides guidance to
school administrators in the planning and development of su1tab1e strategies
for the evaluation of curricular programs.
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The sbce’na ‘step 13 pro_';ect p].annmg is the development of a work flow

.whlch 15 usually presented in the form of a work flow d1ag This diagram

11].usrtrates the sequence in w]uch p‘rOJect m:tnutles are accompll:.hed and
the 1nterre1at10nsh1ps that’ exlst among the many act1V1t1es Detennining -
‘the sequence fqr the performance of pro_';ect act1v1t1es is very nuportantq,
. since many aztmlnes c:annot begn? nnt11 certam othars have been com?
Tpleted. T ovoou o, T o0 oy
- . Fa . - ‘

The nor'k flow _diagram showld mdlude a11 the activities appearmg at the

lowest level in the pro;;ect work. b‘feakdoun structureq ’bepqndmg upon the pro- o
ot
Ject, sthe work flow dlagram may appear qu1te tomplex For 51mp11c1ty, the, . T
sample work flow d1agram for an —mstmctlonal program mlple'mentatmn pI‘OJeLt, S
| "

.presented in l~1gure #4*, is based upon the task level of the work breakdown
structure in P1gure #3 A complete wcfrk flow d1agram based upon the -,ubtask v
level of the v?Bs appears in the appendlx ' e T e |
- From any g1ven WBS SA. any number of work flow d1agrams arg possﬂ)le One'
of the primary tasks of the pro_'ject lmnager IS to fihd the best p0551b1e' wor]{ - ‘t
" flow d1agram, and to modify that diagram as, the pro_';ect prpceeds This- 15 ) ‘ "”;.\.

A i
I";.‘.

discussed in detail in Module 2 of BPMIS..

-,

The supermtendent and/or other central offme admm1strator ahd pr1nc1pa1~; .

can help the project manager‘by re\!ww_lpg the’ ,sequence og pr03ect tasks represented’

-

in the work flow diagram. -t &
. 4 -
‘ .; { .
Time Estimation and Scheduling - A .
.- ; : . . . . P
f L . . S L T s . .
The, third step in project planning is the._estl.nmtmn ol the time rmmrml .
\ 3 v -
-0 L L -

*If you are not familiar with work flow’ dla;,r.unb, Viigure 14 my appeste
at first to be a bit confusing. The construction and use of *work f Tow diagriums
is detailed in Project Management Basic Brinciples' developed by the ipister-
ing for Change Program of Research for Better Schools, Inc. Thé pro_] nanager -

of an mplementatlon project should be familiar with thém, '
' . f) ’
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- - " . WORK FLOW TASK MBEERS AND mmaus
* Task Mumber® Task Description Task Mumber
b 39 TR Chtain seaff " 3.3
B .2 ., Train staff .. 3.4
- 1.3 Orient persons nat directly
' involved 4.1
2.1 ran, distribute, and 4.2
install macerials amd o
- - - equipment
' - 2.2 Arrange for the uge ‘of :

‘ facilities . 4.4
3.1 Orient pupils 4.5

- g N * 3.2 Instruct pupils .

- Y <

o Figure #3. “«

L

1

Task Description e

Disseminate Information *
Modify program content and/or ™

procedures

Develop evaluation plan

Cberain or develop measurement %

instruments

Administer measurement ’ !
1ns truments . v . _ !
Score and analyre daty L

Synthesize and refort . W’

Tesults [t

* The task or activity numbers correspond with the task numbers in ‘the work breakdown structure appearing in '

‘12

Figure #4--Sample Work Flow Diaéram for an Instructional Prcgram Implementation Project

’ .

r - -
Full Tt Provided by ERIC. .

. . B
B - . . es . -
2 . . 5

.
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to complete each project activity, the determination of the total time for

the completion of ‘the pro;ect and the Spec1f1cation of the calendar dates
for project activities. In the case of an mplementation pro;ect, the time
for completion of‘ the project may be fixed. For example, planning activities
may begin in the spring, preparation activities may bemeconducted in the sum- -
mer, the actual operations may begin when school starts in ’September and the
entire effort may end when school lets out in early June. In such a project,
certain fixecl events such as the start of school act as constraints and are
represented as milestones (triangles) on the work flow diagram. After time
estimates -have been made for all project activities, the time for the comple-
tion of the milestones is determined by ac[cling task times along the critical
patl} to the milestones. Then, if tlws?c% times are beyond the specified mile-
stone deadlines, either the sequence of prior activities must be altered or
the time estimates for activity completion must be adjusted. For example,
if the new program is to begin operation on September 5, preparation activi-

" ties such as the orcl,ering, receiving, and distr‘ibutins of materials must be

‘ schedule so that they are completed prior to that date.

.Once the project time. estimates are made, they should be entered on the
work flow cliag_ram above each acti\}ity. A sample work flow diagram including
tifle estimates for an implemeritation project is presented in Figure #5. This
diagram elso contains & calendar d;te line (project time line} and thus re-
presents the time estimation and scheduling of project activities.

Tie superintendent and/or central office administrators aml principals
_ can help the  project manager by 'reviewi‘ng his time estimates and the overall

project schedule.




4.4 85mos)

(10 mag

3.3

/
‘Project Time .Line

- * ’
\v. . 2.2 (4.5mos)
3 "

Mar. | Apr.{ May lJune Jply'Aug. |Sept. Oct. ;\'ov.1 Dec. { Jan. | Feb. Mar. i Apr. | May lJune

-

WORK FLOK TASK R_}:BBIB AD DESCRIPTINS .
' Task Musber® Det im ' Task Number Task Description

1. Obtain staff ’ . Disseminate Information
1. Truin staff . . Modify program content and/or
1. Orient persons not diTectly . procedures
invelved . bevelop cveluation plun
2.1 Mtain, distribute, ond . Obtaan or develop measurement
install materials and instnumints
equipment . Adrminister measurement
2.2 Arrange for the use of instrunents
facilities . Score end analyie data

3.1 Orient pumls . Synthesize and report
3.2 Instruct pupils . results

July

* The task or activity numbers correspond with the task numbers in the work breakdown structure appearing in

Figure #3.

Figure #5--Sample Work Flow Diagram with Task Time Estimates and Project
Time Line for an Instructional Program Implementation Proiect
- f .

L
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» Resource Estimation and Scheduling

The ‘fourth step in project planning is resource estimation and schedul-
ing. This involves (1) estimating the resource xgeeds of each project activity,
. Ry

(2} leveling the resource utilization rate for each time period of the project,

and (3) scheduling the resources.

Estimating the resource needs for an implementation project may reqmre
the assistance of others wm’ have implemented a similar program, or consult-g
ation with the developers/dlssenunators of the program. For example, in
mplementmg IPI Reading, a new mle of teacher aide is introduced. Estim-
ating the number and type of staff members requ1red for the task "instruct
pupils” will more than likely require consultation wit?\ the ,field stalf who
help to d1ssemmate and implement the program. Help mll aIso be needed in
cleternunmg the type and amount of materials that mll be needed to "instruct
p@ﬂs." ) '

) ‘After the resource needs of each project activity have been determined, .

-

p—— e} . ~

’ — *
the rate\of resource utilization can be leveled, so that an excessive amount
\ : b % f

of resources is not required one week and none required the next. Resource
1eve13.ng may involve cﬁanging the worlé flow and tim.e estimates for som;
activities. = .. o : )
~ Thenext step is séheduling the resources. This refers to the assign-

ment of calendar dates for the utilization of the resources associated with .
each project activity. For example, implementing IPI Reading i‘rll a particular
school district may call for the utilization of teacher training materials
beginning on July 1 and confinuing throughout the piroject, whereas, pupil
notebooks, tapes, etc. may- not be used until September 5: Calendar dates
.must be assigned to these gesources so they can be ordered and delivered in

advance of the time when they will be needed. .,../




-

, :
The supermfendent and/or other central office administrators and prin-

cipals can help the pro_]ect manager by supplying him with some of the m[ornu- %

tion Tecessary for makmg accurate resource estimates anl by rev;ewmg the

total resource utilization schedule.,

oo
-3

Cost Estimation and Budgeting

-]

Cost estimation and budgetmg, the lagt step in proj ect planning, involves

-l

the estimation of the cost of each: pro_]ect actnuty, and of the total proj ect,
a.ncl the preparanon of a budget document showmg items such as teacher aal-
aries and benefits. Some of the cost estimates can be made by referring to

_ school district records. Othgrs will require tha;: decisions be made. lor
example, if implementing IPI Reading means that the district must hire a-

" ‘tertain number of te?chem Qides, a decision oas to how much the aidc.s; will
be paid must be made. Some cost estimates will required informatiom from the
deVelc:pers/disseminator's of the new program. For exami:le, the cost-of mater-
ials for staff training and pupil instruction is usually obtained from the

_ progran disseminators. ’

Resource cost estimates should be summarized by project‘activity as

well as by resource type. That is, a cost estimate should be made for each -

pro;ect activity or :t:ask as 1w'ell as for each project ‘resource type._ for..

exanple, in planning the i.llplementatmn of IPI Reading, a cost estimatc
shoulcl be made for the task "train staff." This cost estimate is the sum
of thé cost estin;ates for each of the different resources used to complete
the 1:.ask‘. Such costs as stéff pay’and l:fenefits, travel and training matcr"- !
-ials are included. Having cost estimates for each project task allows the
project manager to control the cest of performing them once work has actu-

ally begun. These cost estimates are' suunarized in an objective- or task-

32
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oriented budget.
It is usually necessary to prepare a budget document that supmarizes
cost estimates for each project resource type. This is the typical iine
item budget with entries for pers:&mel, materials and supplies, equipment,
travel, services and indirect costs. This type of budget is needed 1{ the
school district customarily budgets in the line item format. If out;side
fundmg for the 1mp1ementat1on pro;ect is sought, the necessary proposal
document may requme both a typical line item budget and an estimate of the
cost of each project task and/or mission. ‘
The completion of the budget documents completes the planning phase of
an iJilplementation project, The information and documents generated in this
phase, taken together, constitute the project plan. This plan should be
submitted to the school board or appropriate authority for review and approval.
Upon approval of the plan, the project moves into the preparation phase. »
; The superintendent and/or other cent-:ral office administrators anld prin-
cipals can help the project manager wi\ph cost estimation and budgeting by
supplying any cost information t}iey may‘ possess and h)} reviewing the final
proposed budget. .
* &
Preparing for lmplementation
The preparation phase is the second phase of the project man'agomm
j)rocess.‘ The activities involved in the preparation phase of an implementa-
tiqn project are: (1) obtain staff, (2) train staff, (3) o;‘ient persons 1ot
directly involved, (4) obtain, distribute and install mteria_l§ and equip-
ment, (5) arrange for the \use of facilities, (6) develop evaluation plan,
(7) obtain or develop measurement instruments, and (8) develop an informa-

tion.system for control of project operations. The first seven of these

33
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activitigs were discussed in the previous planning phase section of this
supplement. This section is devoted to a discussion of the developinent of

. an information system for an implementation project.

S ., Successful operation of an implementation effort, once underwsy, depends
to agreat degree upon the project manager and étaff%lmoﬁing both what should
be happenmg, what is actually happening and who should make 1t happen This
is usually accomplished with a procedure or operation comnonl? 1dent1f1ed
as a project information system. A project information system consists of

‘three components -: the project data base,.organizational charts, and tl}e-

project handbook. Each of these components is discussed in the sections
which fgllow. . -

Project! Data Base
! The basic function of the"project data base is to accumulate in one
place all of the initiaI schedule, ‘budget, and task performance decisions
made during project plaming. This permits the pro;;ect manager to have,
ready access to the basic or nutlal plaming demsmns which reflect what
should be happening and who should be making it happen.
Some of the types of information that should be included in the data

1Y

base. for an implementation project are listed below. .
0 statements of the project goal and objectives
o descriptions of the project tasks o &

0 the work ‘breakdown structure

e

o the work flow diagram \

AV

o the task time schedule

0 identification of milestones
A
W
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‘ Organizational Chaits

28.

o

0 resource require:nent§

o the budget and expenditure plan ) .
,All performance, time, and COSti data that have been generated for each pro-
ject task and for the total project should be included. For example, if
one of the tasks is "train teachers", then the following information regard-
ing the task would be part of the data base:

o the instructional objective‘s

o how the training will be.accamplished

o who will do the training

o who will be taught
o when the training willt ta}(é place
o where the training will take place
o what resources are required ‘ ‘ ._
o what dollar costs will be incurred

"0 how it will be known when the training task is completed

" With this kind of detailed informmation, .the project manager can monitor the

training process and know if it is deviating fm what was planned.
+

The second component of the’project information system involves the
development of a project.organizétimal.l chart. The; function of an organiza-
tional chart is to show authority and responsibility for project staff.;and
to show reporting channels lr1:‘or the flowh of information.

Consider an implementation project such as .the implementation of IPI‘g
Reading -in an intermediate size school dist.rict' X"~ Suppose that the dis-
trict hss decided to implement the program in grades ome through six in five

35
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buildings (A, B, C, D and E), representing different types of student pop-
ulations from different neighborhoods. Also, suppose the district's Coord-

inator of Elementary BEducation has been chosen .1:0 céOrdinate or manage the

- ‘

implementation. A suggested organizational chatt for such an implementation .

project is pictured in Figure #6.

In order to help clarif)'r_ proj'ect authority anc} responsibilit;ies, a N
management ré;ﬁ;ibility guide is often developed. ‘f'!w guide is a useful ~
device in preventing project tgsks frcm;' being overlooked because no one is
chargea with the authority or responsibility for their execution. A sample
portion of a possible management responsibility guide for the IPI Reading' .

implementation project described above is pictured in Figure #7.

The Project Handbook

The purpose of the project handbook is to facilitate staff operation
and commmications. The handbook should contain such items as: (1) general
backgrend information regarding the project and its environment or setting,
(2) the project organizational chart, (3) reporting formats and schedule','
(;i) staff meeting schedules, (5) tr‘::wel arrangement information, and (6)

PR
LAl

project task schedules.

In implementing IPI Reading, for ex:anple, the project handbook might
include the following: |
. o the names of the schools involved in the project

o the grade levels involved
o a project. staff directory ’

" '

o a project organizational. chart (like the on'e in Figure #¢)

o the project management responsibility gwide (1ike the one in Figure #7)
36
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Figure #g--Suggested Organizational Chart for IPI
' Reading Program Implementation Project
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POSITION TITLES
! s
i
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":\ 2]
H Ee g
3558 5g 5 2 3
TASK ‘*f&ﬁ' _gg gﬁ' 3 58’?
DESCRIPTIONS SE5d 2 & S 3.
Train Teachers G- 0 Y
5 .
Order Materials G, O S Y
instruct Pupils J G 0 S J Y

RESPONSIBILITY RELATIONSHIP CODES

Code Meaning
G General Responsibility

™.
0 Operating Resp_qnns ibility

S Specific Responsibility

Y May Be Consul ted

3

Explana tion

Individual guides and directs execution of the function
through the person delegated operating responsibil-
ity and has approval authority over the function.

Individual is directly responsible, at the operating
level, for execution of the function.

Individual is delegated responsibility for execu-
tion of a specific or limited portion of the fumction.

Individual may be called in to confer, relate infor- ”
mation, render advice or make recommendations.

Figure #7 - Sample Portion of a Possible Management Responsibility Guide for an IPI Reading

Progrm{ Implementation Project.
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o the format for reports that are to be submitted by the building staffs
to the project manager '

o the schedule for submitting reports to the project manager
N

» o the schedule for the Plamning Sessions AN

o details regarding travel and accommodations for the staff training
sessi‘on in the summer
o the schedule for the traininé session
o the schedule for the arrival of materials and equipment at the school
buildings
Copies of this handbook should be distributed to all members of the project

"staff. As project activities move‘ aloﬁg, -1t 1s likely that the handbook will

need some modifications or additions in order to be kept current. For example,
in IPI Reading i lementation, information and procedural modifications wmade
during the Planni Sessions should be added to the he;ndbook. Therefore,
project handbooli are often kept in loose- -leaf form.

Implementation Operations
* The operations phase is the third phase of the project management pro-
cess, The project activities that occur in the operations phase of the
implementation project are: (1) orient the pupils to the procedures of the
new program, (2) instruct pupils under the new program, (3) disseminate in-
formation regarding the operation of the program, (4) modify the program
content and/or procedures, (5) administer measurement instruments, (6) score
and analyze evaluation data, and (7) synthesize“the_ data and report the
evaluation results. Each of these activities has been discussed previously

in the section entitled '"Pla- .ing Implementation.' The concern of this scc-

tion is with the monitoring and control function that must be pertomed in

N :

[

¥y




33.

order to ensure that these activities of the operations phase are performed
properly.

Regardless of the best planning and pr;eﬁ:eration e'fferts, operations do

not always go as planned. Thus, the project director must have' a system or

procedure for knowing the status of the project at all times. The project
information system Uiscussed in the previous section is useful in thi$-regard.
The monitoring and control of project .operations is basically a problem-
solving process consisting of the following steps: (1) the identification
of a problem, (2) the generation of alternative solutions and selection of
“* a most desirable solution, (3) the implementation of the desired solution
and the commmication of changes in-opéfations to the project sta‘éf and
_ ether affected offices. This three-step process is repeated throughout the
operatmns phase of the pro_]ect
In almost any implementation project, it can be expected that ébme sig-
nificant problems will occur. These problems are discovered by comparing =

progress reports on the actual Operatmn of projéct activitie mth the

progect plan The progress reports may be formal or mfonnal written or
oral, and should be tailored to the needs of each mplementanon project.
For example, in implementing IPI Reading, a school district may want to use

a modification of the monitoring instrument "SIGNS", developed by Research
for Better Schools, Inc., ae\f “a basic reporting precedure. By using this
instrument, a school district can collect inforﬁation on the +» '~tion of an
IPI program that is needed in order to decide if the implementation is going
according to plan.

. The following example will help to illustrate the three-step monitoring

and control precess as it operates in an implementation project, Assume again

that an intermediate-size city school district is implementing IPI Reading
. a0
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" in grades 1-6 in five school buildings (A B, C,.L and E). Also, suppose -

the project manager (Coordinator of Elementary Education) and bu1161ng super--
,visors (principals) are using the-"SI{NS" instrument as a baclc.reportmg
device on a perioclic basis. In add;tmn, the project mar iger and principals

have cle\.-eloped other procedures for monitoring different aspects of the e

1np1ementatlon For example they have developed a materials'.inventory con o

]
trol syst em that allows them to know the type. and numbers lof matpnals in:

s*ock in each bu11d1ng and to compute the a‘ate of copsumption on a monthly

baeus ., . o

Implementanon had begun in September and it is now the f1rs* week in
November The project manager is rev1ew1ng the progress reports _}subnuttecl
to him by the five building pr1nc1pals.} The, pr1nc1pa1 of Bulldmg C 1;1d1cates
in his materials inventory report that his school is- beg.uuu@ to run) low !
on some of the materials in the Primary Reading Prograrli (grades 1-3). lle ’
asks whether or not this is to be expected. S B ) '
The project manager i.lunediately compares the imr:gmtory f;igures of Sphool
. C with those.of Schools A, B, D' and E and discovers_that C I;as a substantia'lly
lower stock of Primary Reading Materials than the other schools.’ 'I‘his: con-
. dition still may not represent. a problem. “The project manager next examines
. the' school profile for School € conrainecl in the SfG'JS justrument report.
From this profile he finds that many more pup1ls in School C have units of
work yet to be completed in Primary Readmg than there are materials for

The first step of the problem-solving control process has been-completed -~

]

a problem has ‘been identified.

The next step in this process is to génerate altemative solutions to .

-

the problem and to select a best, or most desirab¥e, solution. It is usually]

+,
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7 necessary to determine .t’he cause n;f ‘a.p'!ioblem bafor:e effecti:e ;olutlon
altematives can be generated. .T‘herefore ;:he project manager's next step
is to work With the prmc1pa1 of School G ancl his staff in determining why
A recheck of the
initial mventory, purthase orders ancl school readmg achieyement levels

¥

. indicates tha.t the correct number and .ype of. matenals were ordered, re-
f

-the school has run short of prmary readmg materlals

sceived ancl distributed to the schpol. Further 1nvestlgat10n leads the
5 prOJect manager aiu principal to(an examination pf the ‘placement of pupils
mto IPI Reading in September baied uport t,hg,i’"pre tf_est performance. This
exmumatmn reveals that many of; the fourth and fifth grade pupns here |
placed in'thg IPI Read:mg Program at a level that is conventlonally térmed ¢
' "a second or third grade reading ‘level. Sonfe of this was expected based upon
previous, school- -wide reading ach1evement test data. ) Farther 'n;vestigation
mdlcates however, that many of these pup1ls are new to the school hav:mg
mved into the school's attendance area during the swmer Such mb1L1ty
is not uncarmon in this part of the c1ty Thys, 4:he cause of the problem
appears to be a combmanon of ’some ‘previous macchracy m the measurement
“ of. readmg achlevement levels in the school plus an mflux of oW reacl:mg
achlevement pup1ls during the summer mdnths. Thls Ainformation forms the
ba315 for dlscussmg alternative solutions . for idhe shortage probleql It will
~ alse be he;pfpl
L

, they want to achleve by a solutlon_ to the problem, and then generate alter- '

. avommg similar problem in the tuture\,

. Next, the prOJect nmnager and his staff must specify the ends or results,

natwes that mll meet those spec:lfmatmns

The)r spec1fy that School C nust

have certain numbers of part1cu1ar matepals within tén school days. They J
Ve

.wauld 11ke to nunmu.ze cost and still obj;ain high-quality mter&"als that are |,

easy to read and use. ﬂ" S .-

~
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They begin to generafe alternatives such as: (1) order the needed
_ ma;:erials, {2) make copies of the needed matcrials: (3) borrow the materials
from other schools, and (4) borrow the needed materials and order replace-
! ments for the other schools. They then compare each alternative with the
needs or musts and the _l_;_ggg previously specified. The firs: altemnative

his rejected because the ordering, shipment, and distribution of materials

W

will take longer than the required ten school days. e e
. The second alternative may work, although the cost of copying Mancl '«
assembling materials will be high, and the quality .'of the product may be

: less than desirable. :Also, there is the question of the legahty of copy-

ing the materials for large-scale use., Thus, the seconcl alternative does

not appear- to be ver\??;vorable to them, f

the third alternative is re,j.ected because, '%f School C b mater -
ials from the other schools, they will then nm f)ut of materials.

 The fourth alternative satisfies all the splecified needs, in that School

C will get the needed matenals w1thm ten school days and the other schools
will receive replacement cop1es before they rm out of materials. This al-
ternative also satisfies the like's, in that the cost will be minimal and
the quality of .the m:;zterials obtained will be equal to that of the present
materials. Thus, -they choose the fourth alternative over the second. The
second step in the problem-solving mnt}ol process has been, comple ted.

R The final step in the control process is to implement the chosen solw
tion ancl commnicate the changes 1nvolved to the project staff and dpproprldtc
school aaminis@rators. There are a number of details that must be worked

* out in order to implement thehclecision that the project manager and princlipals
ha;;.re chosen, For example; the following questions must be aﬁswered' "What

P matenals will be borrowed? How many copies of each will be borrowed? How
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many copies will the different scinols lend? Who will be responsible for
getting the materials together in each school?

The transport of these materials between the school buildings will ‘

require certain authorizations and directions. In addition, the order for
the replacement materials I;mst be placed rapidly. This may require special
efforts on the part of ‘the project manager in facilitating the processing
of the order form and purchase order by several district offices or depart-
ments. The cooperation and support of various central office administrators
is necessary for the s.mooth implementation of corrective action in solving
project operational problems. “
After the,solution has beén‘impleinented, the project managef follows
up on the implementation to ensure that it has gone according to plan. l.le
checks to see that §chool C has received the needed materials from each of
the other schools, and he checks to see that the shipments of replacer;lent
materi:ﬂs has been received when expected. The final step in the problem-
solving control process, solution inlpialtentation, has now been completed.
“ This three-step process of monitoring and controlling proje{::t operations
continues throughout the operation of the project. In time example above,
it may" happen that the school profiles at the end of the first semester ‘shorw
that pupils in one of the better schools (in terms of reading achievement)
are not showing the exp;e;:_MS under the new program. Pupils there
may even appear to be improving thei; reading skills at a level comﬁarable
to that in the "average' schools. Such a finding might lead the project
manager and building principal to observe clas:sroc;m activities and procedures
more carefully than they normally might. As a result, they mighx.discover
. a hard-to-find problem, such as a lack of individualization of student leaI"n-
ing prescriptions. Teachers may be hav;l‘ng many pupils corrplete‘all instruc-

%
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tional materials, thefeb)’l not individualizing the instruction of the pupils
, and slowing down "the learning of the more able students. As a result, the
quality and speed of pupil learning suffers.

The development and opera;g!iron of a monitoring and control system is an
et t o T U Tk '

absolute necessity when ir;lplenaenting any new instructional-procedure or pro-
gram. A reporting system that makes effective project monitoring anu control
. » possible must be carefully designed.
Terminating Implementation .

The termination phase is the fourth and final pixase of the project man-
agement process. Project tamination is concerned with the ending of the
project effort. In most cases this involves either the phase-out {closing-
out} of the p.mject or the tI;an.siti?n of the project into an on-going, .
regular school progran. In some cases this transition itself is large,

\ complex, and uncertain enough to be treated as a project. An implementation

! p> ject can be thought of as such a project. That is, an implementation

project is a project whose concern is with the transition of a program from

the status of a trial program to that of an on-going sub-p\rogram within the
overall instructional program of the school. Thus, by definition, the ending
"or termination of an implementation project represents the final stages of
transition, rather than any phase-out or ending of projert activities. Most

of the c;perational activities continue, but 'they ;:ontilme as regular program -
activities.

An implementation project may be in operation‘for any reasonable length f

of time. If an implementation begins in September,\‘a school district may

decide to run the project for one year. That is, the new instructional pro-

gram is to be considered as part of t}}'e '_;egular program when scl.ool begins
ard .
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the followipg September. Or, the district may decide that the implementa-
tion of a particular program will require two or three years. Whatever the
case, when the time comes for the ending of the project and_the beginning

of the on-going, regular program, there are certain tasks that need attention..
Among these are infomming project pérscumel of final transition proéedures; ‘
preparing a final report for the funding source (school board, state depart-
ment of education, etc.)} retaining important records, reports and similaf
documents; writing a project history for reference by future project directors;
and planning the first year of operation as a regular program. These tasks

are discussed below.

Inform Project Personnel

All project staff should be informed of any changes in program opera-

tions that will come about as a result of the ending of project status. For

exanple, in implementing IPI Reading, a district may decide to use femq;r or
more teacher aides the next year, or schedule class sessions in both the
mroning and ﬁtemoon S0 that full-tilns personnel may £ill the aide role as
well as part-time persomnel. s
Project staff members also must be informed of their roles in the final
trmitim tasks, suc':h a;s preparing the project history or plan.ning for the

following year.

Prepare the Final Report
The school board and the public should receive a final report on the

project's successes and failures. If the implementation project was funded

by an outside source, that funding source will certainly require a final
AN

& . ik




40.

.report. The final results of the new program's evaluation +ill be an im-

portant part of the final report. Recommendations for the program modifica-
tion and improvement _shoulcl also be includea.

The ‘superintendent and/or other central offi(:t;. administrators should
carefully review the project final report. This is especially important if

the project involved the use of funds from outside the district.

Retain Important Records and Documents

)

Whether or not the project was funded by an éxternal source, certain
records and documents should be retained. For example, items such as mc;
penditure records, persormel records, correspofidence noting major projéct
changes, progress and final reborts, and summary test data should probably
be retained. For example, in implementing IPI Reading, the retention of
stcudent reading achievement ‘data in eac'h school building is necessary for

——

accurate planning, and for oi'dering the correct amounts of the varinus mater-
ials for the following year. Also, the analysis of persomnel records may
provide information on what type of experience and im'mir.g is likely to
make good teacher aides. Such infomation will he inv:'nluable when it comes
time to implement another new program, such as IPl Science.

The E’roject mana.ger may want the advice of certain central office ad-

ministrators in determining which records and documents' are required by the

. district and which other documents would be valuable or useful.

Write the Project History
The project history provides a documented, written record of the history
of the project from its creation to its termination. Properly prepared, it

Hrd
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can be quite helpful in planning the implementatisir-of other new instruc- .
tional programs by providing information derived from experience regarding- -

diménsions of uncertainty. For example, the experience gained ir:/ estimating
material needs for IPI Reading could be helpful to those charged/with ordér- »

#
‘ing materials for the implementation of IPI Math. Also, experignce gained

in working with teachers on individualizing student learning prescriptions
. * _ .
could be helpful to principals and coordinators who are managl another IPI

‘.

implementation. - o

;T

{

Plan for Next Year

Plans for operating the new instructional program in /ns fn‘st year as
a regular program have to be made. Much of this plaming is done toward the
end of the implementation pmject For example, suppos a school is imple- /
men‘t.mg IPI Reading this September and plans the fmal/ transition into a
nqgular, on-going program for the following September Then many planning
ai:tivities for the on-going program will begin in tl,[spnng. For exmlpfe,
materials will probably be ordered in May and additions or md:.ﬁcanoné in .

the program procedures and/or content based upon gvaluation results s};ou}d

/ / )
be detailed in May or June, so that they can be /i.m:luded in the teacher train-

ing progran scheduled for July or August. Any ‘hanges that call for modifi-
cation.of clgssrooms certainly must be made l:ay'r May or June, since ﬁlhe work
will almost certainly be done in July or Aughst. Some final modifications
+ may, of course, not be made unt.l July due /to the heavy schedulé for school
staff that is usually 8SSOCiated with the/end of the school year

Planning ‘for the next year of opergdtion should involve pmject staff at

all levels. Teachers will have valuabie information mput;, while principals
/‘48 " |
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and curriculum supervisors are in a position to look at the larger picture
and make 'recmmnendations for change in the overall operation of the new pro-
" gram. The advice, approval and support of the superintendent and/or other
central office administrators is beneficial, if not necessary, for the ef-

fective implementation of desired changes for the next year.
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‘ \IV. Conclusion

An effort to introduce a new instructional program or a major instruc-
tional program modification into one or several school buildings fits the
definition of a préject. Consequently, such efforts, sometimes termed
"implementation projects,"-can benefit from being directed or managed from
the project management viewpoint. Thic¢ involves the employment of specific
project management skills and techniques as the project moves through the
four phases of the project management process -- planning, preparation,
operations, and termination.

The planning phase involves developing a project definition, work flow

diagram, time and resource estmates and schedules, and a project budget. The
preparanoﬁ%e involves obtammg and training staff or1ent1ng personnel,

obtaining and distributing matenaig and equlpmm)t, arranging for the use of
facilities, clevelopmg an evalmtmn p.‘lan\, r_n:)bta;.nmg or developing measuranent
mst‘mnents, and deﬁelopmg- a prcuect Lxlfomtmn system. The operations
phase involves orienting‘and instructing pupils, disseminatingqnformtion,
. modifying program ceptent and/or procedures, administering measurement instru-
'W.scorng and k
reSults. The temﬁauon phase involves informing project personnel of changes,

lyzing draluation data, and synthesizing data reporting

- pfeparing a‘fmal report, retaining important recorcls and documents, writing
a project history, and planning for next year.
~ If you 'dé;'ire to learn more about the inanaganent of an implementation -
project, you might want to contact the AQministering for Change Program of
R;asearch for Better Schools, Inc., P%liladelphia, Pa. 19103 or the liducationai
-+~~~ -Progran-Managenent Center..in the College of Edication of The Ohio State

University. Also, you may want to contact the Business Administration or

amty
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¢
Educational Administration department of a nearby college or university.
Many state departments of education also provide information and assis-

tance concerning the implementation of a new instructional program.
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Detailed Work Flow Diagram with Progect Time Line for an Instructional Program Implementation Project
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